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Agst, Director for Research =ni Reports
Chief, Orranization snd Metuods Serviee

Analysis and Sugpestions re facuirements and Control Starf, ORE.

&

1. In the attached report on rage 3 in the last paragraph (1),
& reference is made to the lack of & central U. S Governeent clear-
ing house for the establishment of intellipence requirements for the
whole of the governmental intelilgenee commnity. The probability
is that you and other senior ofiigials of the Agency have considered
this beforeg however, I am leaving it in the report becauss it seems
signd ficant that the examiner, new in vhe field of intelligpence, wes
so impressed by the deslrablliy for such & ventral clearing house,

2. On page L, paragraph 5 Action Rscomnended, Item C and Item
D make sugprestions which come oitside of yowr immediate office., Wwe

ghould be very glad to be of anr sssisbtange to you in these matters
if you so desire.

1x. L’ ?EEI'

1 Attach.
Repori

LiPmpd

e

Approved For Release 2001/08 O o 1 00274A000200100020-3

Y December 1952

R

7

-

»



Approved For Release Qi " 61-00274A000200100020-3
e ‘ M"}&{ [nrgfw‘%

Assiptent Director for Research and Reports 2 December 105:
25X1A9%a _ , Organiration and Methods Examiner

Reguirememts and leatrol Etaffl,
0ffice of Research and Heports

1. PROBLEM,=-3urvey to determine the soundness of organisetionmsl
structure, Tumctioms, amd procedures of subject Staff (St/C).

The examimer was sscorded every courtesy amd full ceoperaticn
by every member of St/C, which is aware of ite problems and soems to
weloome sssistance. Various improvements have been imstalled in the
past few months such as assignment of readers to specific areas,
closer lisisom with ORK intelligemce analysts, liaisom with SOVMAY
to solve problems of coordimation of operations, saéd a study to de-
velop & record system to tie together requests for requirements and
ORR responses.

2. FACTS BEARIEG ON THE PROBLEM.

A. Directiom sxd Suppert.--lack of adequate ccordimatiom
and contimuity exists im jmmy imstances in the chanpeling of direoc-
tives, both general amd mpecifisc, from the Office of the Assistant
Director, OKR, to subject Steff. There is also luock of declisgive
and sdequate direotiom end support from the Office of the Chief,
8t/C and from the Chief, Jomtrel Branch.

Be Or, satiogal Structure.--The orgeniratiomal structure
and functions porlormed in esch segmeat are outlined in Amaex I at~
tached. This structure rsquires a large percemt cf superviscry per-
somnel iz retio to employses sud requires mumerous persommel to be
knowledgeable on details of the same fumotioms. Papsrs flow back
and forth aoross unit lides, reguire duplicate records. loss of
time, comfusion, and duplicate operatiomal liaisonm withim St/U emd
with other ORR units result. '

C. Coordination.

(1) Lequirememts.--Ho ceatral U. 5. Jovermmeat clearing
house exists for coordimgtion of requests for collectiom of intelli-
gence information and sheanelimg of imecoming imtelligemce to interested
ocomsuners. Withim ORR oceordinationm of requiroments is the reaponmsibil-
ity of each individual asalyst. Withim CIA, coordimation of incomin:
intelligence is coffected by OCD. Weekly meetiags of Requirenents
Crdefs im CIA, chmired by OIC, eppareatly are comcerned with operatlay
problems rather thun the substantive requirements nesds,
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(2) Routing of Imcam Intelld —=~0CD/14n: s0n
Division reads Inccming 1w [SNnoe reports (except replies %o
speeific requirsments) nsd routes to Branch level im OKR. The
Reading Panel, 3t/C, remds and frequently chamges the routlng
assigned by OCD., Services Section reamds and routes replies %o
spooifio requirements. ¢C7/lisison Division is provided with
gaide~type requirements ¢f ORR; however, personal contmot wi%h
ORR snalysts and additicss/deletions resulting therefrom sre tne
prerogative of 3t/ resders and are not furnished %o OCD. All
reperts containing econoric intelligmsamse are routed to OLE, “n-
cluding those reports not covered by s requirement.

D. EIC Sub-Compittec on Hequirements and Pacilities for
Collatdan.-+Tis comel has & high potentiel lor
development of soerdinated economio imtelligencs reporting prograns
of its member agoncies. The only appreciable progress to date has
besn in the State Department reporting pregrsm. The Chief, 3t/C
recognises the need for rxpanded programa but stated that thore bams
been & leck of coeperation by the military agencies.

E. Preosdures.~-Procedures to sarry cut the assigned
funstions are rensared clumbersoms, duplicative, and time-consuming
by the present organisstionsl sirwoture., Dissemination of material
to OkR operational uamits is delayed as mach as two weeks by present
procedures. Hendlizng of the same material by different units at
various steps in processing necessitates frequent briefings within
St/C, breaks continmity of sction, and lessens ths possibility of
efficient hardling based on thorough knowledge. nNetalls of zresent
procedures sre given ir Ammex II sttached.

3. DISCUESBION.

The Office of the Crief, 3t/C is involved in a number of
proossses which should mot be sogregaded from the normal preoessing
such as evaluations, SO burs notices, film notices. The GRF Orien-
tation Course is the respomrsibility of 5¢/C althcugh other (EH train-
ing programs are conducdad by the O/AD and St/k. The administrative
assistant in the Offios of the Chief is prinoipally concerned with
maintensnce of Requirements Branch case folders and files, the only
administrative duties being time nnd attendanse rsyorts, St/C loocator
files on persormsl, snd preparation of the monmthly repert from reports
furnished by Control and Hegquirements Brenches,

The Control Branch, Servises Section, which is suprosedly =~
purely service unit, reads and routes replies to specific require-
ments which have been issued by the Requirements Branch. Thus, re-
plies, except those on the Moscow Travel Folder rrogram end Soviet
and Satellite materiel, are not processed by the Hranch lssuing the
requirements.

5 g oo
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Requirsments anmlysts snd readers must have the same imowl-
edge of (AR intalligence requirements but nelther elemont has responsi-~
bility for completed staff aoction. Requirements issuse guldes &s to
intelligence roguired, snd the Reading Panel routes the results of
these requirements, Thus, neither unit is in = position to ewaluate
its effectiveness.

An excellent example of the cumbersome procedures imposed on
$t/C by its present structure is the processing of evalustions, TFar-
tial processing, involving various types of records, takes place in
the (1) Office of the (hief, Control Branch, (2) Services Section,
Control Brench, (3) three nembers of the Leading PMmnel, and {L) 0ffice
of the Chief, 8t/C.

Other exemples of compliosted processing are specific require-
ments, SO burn notices, Trade Fair mmterisl, OCD control card files.

lie CONCLUSIONS.

A. Direction nnd Support.--The AD/R% and his staff should
consult with and br Ehe CEief, 5%/C on all matters which affest
his eperstion elther immedistely or in program plaming., The Chief,
St/C and supervisory pera¢anel should be selected on the basis of
personal qualitiss of firmmess, self-confidence, and leadership
ability combimed with diplomecy.

B. Or sstiong)l Structure.--knowledge and talents in spe-
cific areas should be unified imte & olosely knit organization for
fall utilization and elimination of duplication of effort and traiming.
processing steps, and record keeping. like units of clerieal work
should be integrated intc one unit and service fumotions should be
separated from substantive opsrations.

. Goerdinmmtion.

(1) Central U.5. Government Clesring House.--ORR should
take the initiative In recommending the u’ﬁ'ﬁﬁsgﬁ’ﬁ of a central
clearing house for all CIf. requirements as the initial step toward
the sstablishment of & cettral U.B, Government clearing houss for

requiroments end reports. Consideration should be glven to the leas-
ibility of recommending timt OIC agsume this respoasidility.

(2) Coerdinmtion within St/C.--hesponsibility for all
substantive actions on the lssuance of requirements, reading and
routing of replies to requirements, reading and routing of all other
intelligence documents, requests for evaluatlons and responses, should
rest in one coordinated requirements staff with competent reculrements
anslysts assigned to spedific OER areas, Thua, sctions takes would be
based on & thorough kmowlsdge of the ares, what information is needed,
and the value of the infarmation received. Hequirements anslyds would
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gradually build up compesence to draft requirements, idemtify gaps
in intelligence, and intelligently ohannel to (RE analysts only
those reporits which would be of valus %o him.

(3) Reference Documents,--ieference gsources lieted on
spontaneous requiremente nre cheoked by Requirements Branch, St/C
and again by 0CD/Lisison Jiivision. OCD briefs cellectors in other
agencies on enoh spontangous requirement issued, Thore is nc necessity
for two checks of the smgo referomce doouments within CIi before issu-
ance of the requirement. The examiner also feels that briefings should
be glven only ali the request of the collector and stould be given by
the anslyst muking the requirement.

(4) Iuplicate Eo&di%%ﬁj_.#.wi’»ima sxperience has den-
onstrated that 0CD rouling below the ORX level must be ochanged fre-

quently by CKi. readers, a:tion should be taken 1o eliminate ihis
duplication.

(5) Extransous Material.--The exaninsr believes thaet
OrR analysts should Teceive only those dooumants dealing witkr the
surrsnt project. 2o supplement tilis informmtion, he could receive
the CIA Librery monthly mccessions lists and intellofax rums of
abstracts from economioc intelligexce documents.

De EIC Sub-Comgittee on liequirements and Facilitles for
&II:%{&.%& e Chlel, g? 7C should be Iree to devote
a major portion of Bls time to & cumpalgn for develepment of coord-
inated reporting programs. Se ahwuld be assisted in the issuvance
of ORR gulide-tyre requirements by the Chief, Requirements Branch
and program officers recarmended inp the organisatiorn chart attached
as Annex I1,,RB,

5¢ ACTION KECOMMINIED.

A+ Designation af one member of the staff of the Al/kk to
chennel perttinent dircotives and infromation to it/C.

B Re-organisetrion of 5t/C a# cutlined in innex I.

Co Indtinte dimcussions with 0IC regarding e clearing house
for CIA requirements.

e Keach agreement with (CD regarding reference document
checik and rautings of doeuments within ORK.

¥e Submit propomed plan to EIC Sub-Committee for development
of coordinated reporting programs.

F. Freparatiom by the exsminer of URK Regelations incorpo-
rating the detalls of procodures outlired inm Anvex III.

G. Transfer of “he ORR Oriemtatiom Course to 85t/a.
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ARREXES

1 - Chart of 8t/C Presemt Organization end Fumctions.
Chart of St/C Recommended Orgenigation snd Functions.

II - Details of 5%t/C Functions and Present Procedures.

III - Recormended Brocedures.

CONCURRENCES :

Organization " Service

(Date]
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